The purpose of this paper is to present a conceptual framework for leveraging value productivity of support service workers through the application of lean thinking concepts to service operations. Derived from literature review, the framework focuses attention on the achievement of twofold determinants for higher value productivity; organically structured service department and, as a result, high levels of employee's affective commitment. The framework indicates that offerings of lean thinking model provide a mechanism through which the productivity of service workers can be enhanced. The paper concludes that through the implementation of lean thinking to service operations, higher levels of service workers' affective commitment will have a substantial impact on increasing service value productivity. The framework presented is important in that it attempts to incorporate service workers commitment concepts with service operations design to substantially promote service productivity.
Service design and productivity
Operationally, support services are typified by the mass production model to maximise productivity where employees are controlled through formalised performance monitoring resulting in reduced empowerment (Little and Dean, 2006; Piercy, 2009a Piercy, , 2009b . In such structures top management is encouraged to adopt a more formalised policy of work tasks and centralised strategies for their decision making. Therefore employees are given low discretion on executing their own initiatives, and more control is placed on their own behaviour to a degree that is believed to reduce their interaction with customers and other co-workers (Raub, 2008; Mao, 2009) . Traditionally, for organisations to ensure higher levels of service productivity, they exert significant levels of control on employee's behaviours and relations (Aghazadeh, 2007) . Schmenner (2004) found that mass production models emphasise the necessity of rigid and formal rules and procedures to maintain a swift and even flow of information that increase productivity. For this reason, service tasks are so well defined by rules and procedures that standardise performance. In the mass production model the emphasis is on maximising the volume of demands that the employee can handle whilst minimising the costs (Dobni, 2004) . This is done in an attempt to instil the organisation's vision of being accessible as a distinctive feature that makes them distinguishable from their competitors. However, providing a swift service, this way, is not the ultimate objective for customers. Service department's employees may achieve their productivity target for answering their customers' demands with high speed, but the argument is that employees can maintain high service productivity by providing a fast service even though the customers may be misunderstood and their demands incorrectly dealt with. Johnston (2004) reported that higher service productivity could lead to lower productivity for the customer if the service encounter is accompanied by poor experience and value. In such cases, service quality can suffer, though productivity is maintained high, and the level of service will not conform to the expected norms causing a significant detriment to the value added to the customer (Xu, 2006) . Service productivity, this way, embraces high levels of non-value added customer's contacts. Thus customers' experience may be undermined and their satisfaction is decreased (Johnston, 2004) , therefore, possible business opportunities can be lost (Cleveland, 2006) .
Further, due to the emphasis on the mechanisation of the customer-employee contact and decreasing service flexibility for higher productivity, service workers lose personal control of their activities and on their ability to negotiate issues with customers (Piercy, 2009a; Aghazadeh, 2007) . This has negative effects on workers attempts to provide a value work of delivering what customers want at the first time of contact. Owing to the shortcomings of mass production models in services, Spath and Ganz (2008) noted that, in order to optimise services value productivity, there is a need to shift focus from mass manufacturing systems to service systems focused on value and interactions governed by human-made laws. However, failing to provide customers what they want as they want it has apparently contributed to the low customisation ability of employees of providing single customers an individual service, and increased service waste (Seddon, 2008) . Jaaron and Backhouse (2009a) found that lack of service workers flexibility, necessary information, and support from other departments has been found central to this problem. Employees in the mass production model process a limited scope of demand in a repetitive manner. This was seen as a job deskilling practice as it did not allow for job progress prospects and eventually does not contribute towards satisfying employee's personal ambitions of achievement and development (Robey and Sales, 1994) . In services, the capabilities of service workers have paramount effects on service quality and productivity (Xu, 2006) . Also, Shahin (2008) argued that improving service work quality plays a fundamental role in increasing service operations productivity. However, little research has been accomplished on how the service productivity of service workers themselves can be enhanced (Dobni, 2004) . Hackman and Oldham (1976) , in their broadly accepted theory of motivating employees through work redesign, noted that work redesign is a prominent strategy for simultaneously improving work productivity and experience of employees. Several researchers such as Porter et al. (1974) , Mowday et al. (1979) , Allen and Meyer (1990) , Mathieu and Zajac (1990) have shown that out of all forms of employees intrinsic motivation behaviours, affective commitment has the most significant impact on service quality and value experienced by customers. However, few studies have examined service workers' affective commitment in relation to service productivity as a result of the form of service design used. Owing to the shortcomings of the conventional way of designing service operations, employees lack affective commitment which detrimentally influences the service quality and has consequences such as high employee turnover and low customer satisfaction (Jaaron and Backhouse, 2009b) . Another dimension of research found in the literature strongly supports the notion that employees with high levels of affective commitment have invaluable tendency to increase productivity (Shum et al., 2008; Gong, 2009) . Meyer et al. (1998) have indicated that in order for organisations to achieve competitive advantage through their employees, it is most important to equip them with high levels of affective commitment due to its fundamental links with extra role behaviour in the organisation (Liu and Chang, 2009) . Several studies in this regard have pointed out that workplace productivity is increased by the availability of highly affectively committed employees who are doing extra efforts on behalf of their employer to do exceptional job of delivering a quality service that keeps customers (Mowday et al., 1979; Shum et al., 2008; Meyer and Allen, 1991; Mayer et al., 1993) . Liu (2009) found that organisational support for employees through proper work designs is likely to influence the level of affective commitment of employees. However, one of the challenges associated with the creation of affective commitment is the need for service design where employees can enjoy a clan culture (Cameron and Quinn, 1999) . It is in this type of service design where employees tend to have high levels of affective commitment (Mathieu and Zajac, 1990; Hunt et al., 1985) . Sherman (1984) found that organisations need to develop a more organic type of structure that could promote intrinsic motivation behaviour to enhance workers productivity. Therefore, it is not a surprise that Frenkel (1998) , in his study of the effects of the constraining nature of bureaucratic structures on service employees, have made the point that bureaucratic structures, such as mass production models, are by no means suitable for service environment, they based their conclusions on the notion that service department's management is trapped between two conflicting dimensions: standardisation of employees activities and customisation of products (i.e., services) to customers. Apparently, there has to be an alternative to the mechanistic mass production models that can be used for quick response for unpredictable customer demands while maintaining value productivity; namely organic structures.
Therefore, the purpose of this paper is to present a conceptual framework for leveraging value productivity of support service workers through the application of lean thinking concepts in service operations. The framework focuses attention on the achievement of twofold determinants for higher value productivity; organic structure and as a result high levels of employee's affective commitment. The framework indicates that in order to increase value productivity, an organically structured service department with high levels of affective commitment among service workers is needed. This can be achieved through the implementation of lean thinking to service operations. These relationships are assembled in Figure 1 in a conceptual model that incorporates service workers characteristics (i.e., affective commitment) because of the reality that the way employees feel at work, and the extent they attach themselves to their workplace, has a significant impact on their productivity levels (Dobni, 2004) . Traditionally, organisational managers have learned to manage their organisations around the concepts of functional specialisations by viewing each part, such as production, finance, marketing, personnel, as a separate entity (Botla, 2009) . Managers believed that by focusing on the parts it will be possible for them to manage the whole. However, this reductionist approach of viewing the world around us has resulted in a case where the parts achieve their goals at the expense of the whole (Capra, 1996) . Reductionist approach calls for breaking a situation into smaller fragments, solving each smaller problem separately before these smaller solutions are assembled together to provide an overall solution. However, this way of dealing with problems does not necessarily provide the optimum solution for the system as a whole (Gregory, 2007) . If complex problems around us are viewed in this reductionist way, it would be inadequate to use one by one (i.e., one-way) cause and effects relationships within a situation. The interactions between system parts produce new properties or relationships that make many effects products of various causes (Daellenbach and McNickle, 2005) . Gregory (2007) argued that reductionist approach is not appropriate for organisations as it is based on dividing the organisation into its parts and then setting targets for each part separately to control performance and maximise efficiency. According to him, this is done through silo working that limits organisational dynamic ability and necessary interaction between parts. Similarly, Ackoff (1981) remarked that all sorts of systems must be taken as wholes by understanding the interactions between parts, not maximising the performance of any single part. He observed that focusing on system parts without understanding their interactions makes the system lose its essential properties, and causes managers to face unintended consequences. Gregory (2007) pointed out that one of the most prevalent unintended consequences of the reductionist approach is system waste and employees stress that cause reduced productivity and employees' turnover. Around the time of the Second World War, a number of scientists and researchers found themselves working together on finding solutions for some military problems. Their perspective exchanges and sharing on different problems helped them to recognise that all incidents and events are parts of a larger whole (Jackson, 2009 ). This has shifted scientists focus from parts to the relationships and dynamics joining parts together in the form of a system (Daellenbach and McNickle, 2005) . This new way of thinking devoted (Von Bertalanffy, 1950) to set the foundations for the emergence of 'General System Theory' as a general science of wholeness. Following Von Bertalanffy's (1950) publication, most system researchers found that 'General Systems Theory' was not robust enough in its pure form to provide substantive solutions for real life problematic situations (Zexian and Xuhui, 2010) . Therefore, subsequent attempts were found in science to link different dimensions, such as economical, operational, social, and technological, in the study of systems (Jackson, 2009 ). This gave rise to a new mode of thinking, that is systems thinking as a general theory (Seddon, 2007) . Systems thinking theory, therefore, was centred around three core elements: interrelationships, dynamics, and wholeness (Capra, 1996) . In the context of this paper, the words 'lean thinking' are used to describe the lean systems thinking method developed by Seddon (2003) , a British occupational psychological, who is specialising in the service industry. Lean systems thinking emerged from the translation of lean manufacturing principles for service departments (Seddon and Brand, 2008) . It also incorporates aspects from intervention theory introduced by Deming (1982) together with some influential aspects from soft systems methodology (SSM) developed by Checkland (1981) and business process reengineering (BPR) mastered by Hammer and Champy (2001) .
One of the main differences between traditional systems approaches and lean thinking approach is their way of interpreting the concept of system. Traditional systems approaches view the system as an objective part of the world. In contrast, lean thinking approach deal with systems as subjectively enriched with people rather than simply the objective elements of the system (Zexian and Xuhui, 2010) . Lean thinking approach is based on redesigning service operations around customer demand instead of functional hierarchies (Seddon, 2007) . Customer demand understanding process begins with analysing customer demands over a period of time to collect information about what customers want and expect and what matters to them most (Zexian and Xuhui, 2010) . The need for analysing customer demands stems from the fact that a comprehensive understanding of the transformation processes in the service system needs to be unequivocally presented before interpretations about the situation are made (Checkland, 1995) . Customer demand is analysed on the basis of two different types usually available in service departments (Seddon, 2008 ):
• value demand-is what the service department has been established to serve and what the customers want which is of value to them • failure demand-is the demand that the service department was not able to serve due to the lack of information or supporting operations.
The findings of customer demand analysis phase help to explore all the possible ways through which a better flow of processes can be designed against customer demand (Seddon, 2005) . This is followed by redesigning the processes flow charts taking what have been learned considering the customer 'wants' and then mapping out the new service system design. The most fruitful way to make full use of lean thinking concepts is through the use of a team who is basically from the people facing the problem at work and using the system (Checkland, 1985; Checkland, 1994) . Typically, the new service design is focused on minimising non-value adding activities from a customer point of view (Middleton et al., 2007) . The new design is used in an experimental environment by using the new model after it has been discussed with the people doing the work. The new processes are induced gradually with careful observation of both employees reaction to it and customer feedback. The processes are tested, re-designed and re-tested again to make sure that customers get the best possible service before going fully live in the service department.
To design against customer demand is to be more responsive by providing a solution for customer demands at the first time of contact, thus being more productive (Xu, 2006; Anwar et al., 2010) . Therefore, lean thinking management focus including team leaders is shifted from conventional service measures (i.e., targets and statistics) towards the percentage of one stop service and demand analysis. This is supplemented with the managers' continuous endeavour to further improve service operations to reduce, and ultimately prevent, repeated failure demands. However, Jarvinen et al. (1996) define service productivity as the ability of a service department to use its inputs for providing service with quality matching customer demands and expectations. For other, such as Drucker (1991) , service productivity means 'working smarter'. This implies that the waste present in the current system has to be reduced in the new design to enable the quick response. Removing waste implies the redesign of the service processes flow by focusing on minimising the non-value adding activities from the customer point of view (Busi, 2005) . When waste is removed the capacity of the system increases which allows for costs reductions and service quality improvements (Hallgren, 2009) . Lean thinking integrates the decision-making processes with the work itself (Seddon, 2005; Jackson, 2008) . For this purpose the role of employees change from controlled to full empowerment as lean thinking requires employees to be self-directed by making their own rules and judgments (Piercy, 2009a) . This way allows for more control on service processes because data is in the hands of the people doing the work, and provides ability and creativity in responding to the system's surrounding environment (Jackson, 2008) .
Since employees in a lean thinking service department need to think, analyse, judge and make decisions on the work on hands, employees training is not the focus in the preparation process for this kind of job, it is actually educating them on 'why' a failure happen and then finding ways to eliminate it from the system. In fact, training increases skills of employees and teaches them the 'how' of doing jobs. While education increases their competence level in finding the reasons of failures in the system (Hammer and Champy, 2001) . In order to accommodate these requirements of the lean thinking redesign, the work of managers shifts from command-and-control to coaches and supporters (Piercy, 2009a) . The team members can approach their managers for advice in solving problems. This keeps managers very close to their employees to assist in their work when necessary. Due to this kind of managers-employees relationship and due to the whole service processes being owned by employees, the hierarchy of the organisation changes (Griffin et al., 2001) . The organisation tends to be more flat as the top-down role of managers diminishes (Hammer and Champy, 2001) .
The success of lean thinking is based on achieving economies from understanding the flow of the work, and not from the scale of production (i.e., quantity of transactions) (Seddon and Brand, 2008) . Measures used are built in so they automatically tell you what is happening. These measures are usually centred on the concept of how good the service is in achieving the purpose and absorbing the demand variety. When demand variety is absorbed service productivity increases (Aghazadeh, 2007; Schmenner and Swink, 1998) . Lean thinking absorbs variety by making intelligent use of the empowered employees (Jackson, 2008) . The result is a self-adapting system (Seddon, 2008) . This virtue of lean thinking encourages employees to point out the system pitfalls that cause failure demand, and introduce them as the experts through which the new design of processes is made. Employees, this way, get the chance of self-development and continuous learning (Suarez-Barraza, 2010) .
Another key principle, to show the strength of lean thinking in absorbing service variety, is its view to employees. Instead of putting employees in separate departments to perform specified functions, they are viewed as one entity performing within the boundaries of a team (Jackson, 2008) . Frost (1994) sought to explain that for organisations that are constantly involved in a competitive process of bringing forth distinguished services, they can reap a competitive advantage of formulating a teambased culture. In this type of culture, team members share the responsibility of the whole processes and hence every member will be practicing something new every time he performs a demand. Each team member, this way, will possess the required level of skills for every demand received as they practice along the way (Seddon, 2007) . Therefore, employees are able to meet any demand coming in to the service department first stop and in relatively good time. Employees, this way, achieve a sense of job improvement, learning and skills enhancement (Suarez-Barraza, 2010). As a result, employees' work becomes more challenging and rewarding and thus more satisfying (Robey and Sales, 1994) .
However, a gap seems to be present in service organisations between the management focus and that of front-line staff. While the premium interest of management in service organisations, similar to other types of organisations, is the cost, the concern used at the customer interface level is of service quality and customer satisfaction (Busi, 2005) . To cover this gap of interest the management has to understand that as the service level increases the operating costs decrease. If the customer receives what he wants from the organisation, then the customer is receiving a quality service with least-cost incurred by the organisation as he/she does not need to call again asking for further resources. Likewise, if the organisation is not providing what customer wants, then most probably the service encounter is poor and the customer is consuming more resources from the organisation since he/she needs to call again until he/she gets what he/she wants. Eventually, if the customer does not get what he/she wants from an organisation, this may cause him/her to stop using the service and switch over to other competitors (Seddon, 2007) . However, the need to satisfy customer demands and reduce the frequency of demand failure requires the elimination of waste in the service systems and the creation of a variety absorbing workforce that can reduce resources consumption and improve capacity.
Lean thinking: the enabler for organic structures
Service departments are typically exposed to a greater demand variety from the customer than are manufacturing departments (Seddon, 2003; Seddon and Brand, 2008) . The lean thinking approach in services recognises that manufacturing lean tools, which emphasise standardisation and the elimination of variation, are not appropriate for service organisations, which need to absorb variety in customer demand (Piercy, 2009b) . In order for service organisations to absorb this variation in demand they need to become adaptive organisations, often referred to as 'organic structures' introduced by Burns and Stalker (1961) . Such 'organic' organisations are frequently introduced as remediation for mechanistic and reductionist approaches pitfalls. It is recognised that when employees are given the ability to make work decisions, organisations are more able to absorb variety (Robey and Sales, 1994; Jackson, 2008) . In addition, staff who are working under such standards, and who are entrusted with working on a variety of tasks and building relationships with customers, have a sense of freedom and responsibility (Jaaron and Backhouse, 2009b) . The characteristics of organic structures emanate from those of lean thinking (Suarez-Barraza, 2010). Therefore, it is discerned that lean thinking approach is the opposite of mechanistic structures. The characteristics of this approach are that individual goals are tied with organisational goals, and that service workers desired behaviour is articulated by the ability of individuals to meet customer demand from the first time of contact. Therefore, the tasks are not governed by rigid rules or procedures and the service workers share the responsibility of the work (Seddon, 2005) . Hierarchy of control is not usually present thus allowing service workers to identify the right person to solve a particular problem (Jackson, 2008) . However, Monat (2007) emphasised the symbiosis between these characteristics and increased productivity. According to him, tying individual goals to organisational goals, and articulating desired behaviour for each employee is a cost-effective approach for productivity maximisation.
To provide an account for the impact of the radical redesign of company's service operations as a result of lean thinking implementation, the work of Hammer and Champy (2001) is used to illustrate the kinds of changes that occur in the organisation:
The work changes from functional specialisation to team work
Once the lean thinking principles are implemented, the people relocate within the service department to be a part of a team. The essence of this team is that all the individuals are working together to perform an entire process and if necessary they can seek the help from each other to accomplish a task. Instead of separating the individuals into different departments, they are all now working within the boundaries of one team.
Employee's work changes from handling simple processes to diversified tasks
Lean thinking urges the individuals working within the team to share the responsibility of the work with their team members. An employee could receive a different customer demand every time he receives a call. He actually performs a whole customer demand or a part of a demand that provides a solution or solves a problem for a customer who cares about (Hammer and Champy, 2001 ). This adds richness to the work with a tremendous potential for learning and challenge.
Employee's role changes from controlled to empowered
Lean thinking requires employees who can steer the work rather than being steered. Employees are given full control on what they have in hands (Jackson, 2008) ; they rely on their innovation and intelligence to make decisions regarding customer demands and how to serve them the best. Employees can decide what and how to do the work as long as they are "within the boundaries of their obligations to the organisation" (Hammer and Champy, 2001 ).
The emphasis is changed from training to education
As employees are given the authority to make decisions and deicide on how to serve the customer in a lean thinking service department, the company puts a great deal of effort on educating employees how to continuously check the system for potential improvement (Seddon, 2008) . Education increases employees' understandings and teaches them 'why' the system behaves as they experience, while training only increases employees skills and instructs them how things are to be done (Hammer and Champy, 2001 ).
Performance measurement changes from numbers to value and quality
In mechanistic service departments employees are evaluated on the basis of how many customer demands they do in a specified shift, day or month. Numbers play a vital role in this environment to decide whether the employee has performed as expected and instructed or not (Cleveland, 2006) . In contrast, lean thinking service department measures performance on the basis of how good service workers are in matching the company's principles of serving the customer through service workers' appraisals in the service department. The number of value-adding demands handled is counted against the non-value adding demands to form the basis for measuring and evaluating employees work in general.
Organisational culture changes from targets orientation to customer orientation
Organisations grant a serious importance for organisational culture in order for its employees to deliver competitive services (Frost, 1994; Masood et al., 2006) . Lean thinking builds a culture that requires employees to be focused on delivering value work to customers (Seddon, 2008) . This entails that managers' demand for targets achievement is no longer in place. Thus, employees believe that they are doing the work for the sake of the customer and not for their immediate supervisor or manager.
Managers' role changes from monitors to supporters
Lean thinking employees deal with a growing complexity of customer demands and tasks within their own team. Employees are no more in need for managers to instruct them on how to do things; on the contrary, they need support and advice from their managers (Jackson, 2008) . The new role of managers includes becoming a part of the workforce as they had the capability, and on occasions can act on this capability. They substitute for front-line employees where available to help front-line employees serve the customer.
Organisational structure changes from top-down hierarchy to flat
As the role of managers' change from monitors to supporters the top down hierarchy is no longer suitable for this new environment (Hammer and Champy, 2001 ). Departmental and operational issues that required managerial levels meetings are now being resolved by the team members who are equipped with the right level of knowledge and freedom to make decisions (Jaaron and Backhouse, 2010) . The new workplace, this way, is no longer in need of as much managerial layers as they used to have in the mechanistic top-down structure. Organisational structure is also changed as a result of the open channels of communication between the team members and whomever they need to execute customer' demands and service operations (Hammer and Champy, 2001 ). There is evidence that the characteristics of organic structures, emanating from lean thinking implementation, play a major role in leveraging affective commitment of front-line employees. In fact, Mowday et al. (1982) and Van Emmrik and Sanders (2005) found that employees' affective commitment leveraging and creation depends to a great extent on fulfilling employees personal ambitions; desire of achievement, autonomy, and a sense of control on what they have, decentralising decision making processes to be at the employee's level, meeting the expectations set by employees and employer concerning each other's obligation, and most importantly how good or bad an employee's working experience (Simosi, 2010) . Based on the offering of lean thinking, organic structures help service workers in fulfilling their personal ambitions, and in promoting their desire of achievement. It is also important to note that lean thinking is related to the employer ability to decentralise decision making processes to be at the employee's level. Lean thinking this way provides employees with a sense of control on what they have, and gives them a feeling of personal importance and self esteem in the organisation (Meyer and Allen, 1991) . Due to these reasons employees working under the lean thinking principles are more likely to develop affective commitment with their organisation (Mowday et al., 1982) . In addition, converting the management role from performance monitoring to constructive support and involvement in demand analysis inevitably creates a rewarding working experience that can help increase employees' level of affective commitment (English, 2010) . However, affective commitment leveraging is vital to reducing employee turnover and absenteeism which can cause service departments to lose experience and talent (Vandenberghe, 2009) . The longer an organisation keeps employees the better the services provided will be due to the accumulated expertise over time (Krenzelok and Dean, 1994) .
Affective commitment effects on service productivity
Several research studies have shown that the level of employees' organisational commitment has a significant impact on the level of employee's performance and service quality experienced by customers (Porter et al., 1974; Mowday et al., 1979; Allen and Meyer, 1990) . The majority of these looks at the relationship between the components of organisational commitment (i.e., affective, continuance, and normative) and their effects on service quality, and the relative influence of job satisfaction and commitment on service quality Mukherjee, 2003, 2004) . Research has shown that, among these components, affective commitment is of particular significance in the workplace since this has been found to have the greatest impact on individuals' productivity, on-work behaviour and ultimately organisational effectiveness (Porter et al., 1974; Shum et al., 2008; Gong, 2009; Sung, 2007; Herscovitch, 2002) . As defined by Meyer and Allen (1991) , affective commitment is a measure of the employee's emotional attachment to the organisation, the strength of identification with the goals of the organisation and strength of commitment to its success and continuous improvement. The employee remains a part of the organisation because s/he wants to do so. According to this definition, workplace productivity of highly affectively committed employees is increased by having invaluable tendency among employees to do extra efforts on behalf of employer to do exceptional job of delivering a quality service that keeps customers (Mowday et al., 1979; Mathieu and Zajac, 1990; Meyer and Allen, 1991; Mayer et al., 1993; Mowday et al., 1982) . Further, Sanders (2008) noted that affective commitment is a major predictor for desired employee performance and behaviour. The literature also suggests that equipping employees with the right level of affective commitment is associated with reduced turnover levels and enhanced responsibility sharing at work (Vandenberghe, 2009; Somers, 2009) . Similarly, Malhotra and Mukherjee (2004) have identified that affective commitment is more effective than job satisfaction in influencing the service quality and value added to customers.
According to Sung (2007) , ensuring high levels of affective commitment among service workers would be the most important factor for developing collective action system of dealing with customer demands. In other words, building affective commitment among service workers is significantly important for enhancing effective cooperation and collaboration in the workplace (English, 2010) . In many circumstances, service productivity benefit largely from the participation of other colleagues, with greater experience, in processing customer demands particularly at situations where further inputs are required (Dobni, 2004; Lagrosen et al., 2010) . However, affective commitment, this way, has significant implications for better ideas and expertise sharing among employees at work. This can result in enhancing service productivity due to employees improved skills of how and what needs to be done at critical situations or when dealing with a new customer demand (Dobni, 2004) . However, employees tendency to collaborate due to employees' affective commitment offerings positively enhance friendship among employees (English, 2010) . Workplace friendship is very significant for work-related information sharing and mutual support (Kram, 1985) , thus, workplace friendship plays an important role in enhancing work performance and productivity (Ross, 1997) .
At the most general level, affective commitment has the potential to provide service workers with enthusiasm for serving customers in the best possible way which can increase productivity (Little and Dean, 2006) . In addition, highly affectively committed service workers tend to deal with customers with high levels of rapport, leading to better two-way communication that enhance delivery of high quality service in relatively short time. Therefore, having a good relation with customers is considered by Dobni (2004) as an important value productivity booster. Customers who stay with the company for longer, due to excellent service workers performance, become accustomed to use the service more, thus reducing the chance of misunderstandings or fire-fighting that help swift service delivery at the required level of service quality (Reichheld and Sasser, 1990) .
Discussion and concluding remarks
The purpose of this paper was to introduce a conceptual framework for leveraging value productivity of support service workers through the application of lean thinking concepts. The framework indicates that in order to increase value productivity, an organically structured service department with high levels of affective commitment among service workers is needed. Lean thinking approach relies on affected employees by the problem to set potential solutions for service systems (Seddon, 2008 (Seddon, , 2007 . This is due to researchers and practitioners belief that affected people are more committed to seeing a workable solution that provides optimal results. The value of involving affected people by the problem has been regarded by Gregory (2007) as a way to reduce control measures as people will view the solution as their own property, and will work hard to protect it. However, depriving employees from decision making authority, as in the case of mass production models, results in a lack of control on the demand they receive (Jackson, 2008) . The consequence is that employees have a feeling of not being of value to their organisation and simply act as filters to direct enquiries and demands after initial basic evaluation. It is clear that the service system design at the mechanistic structure service department cannot create the antecedents to instil the foundations of affective commitment. As a result lower levels of affective commitment are anticipated in such environments (Simosi, 2010; Sanders, 2008) . However, central to all these issues is the communication problem in the service department. Employees feel that they are paralysed due to the unavailability of predefined open channels of communication and support from other departments and colleagues when needed (Simosi, 2010) .
The offerings of the lean thinking service design has contributed to the development of employees' sense of job ownership and promoted feeling of belonging and value to the work place. This is because lean thinking provides the opportunity for employees to fulfil their personal ambitions; desire of achievement, autonomy, and a sense of control on what they have. Furthermore, it was revealed that lean thinking is related to the employer ability to empower employees to make work decisions at their own level to provide a customised service, with this in place employees can develop a feeling of personal importance to the organisation (Mowday et al., 1982; Van Emmrik and Sanders, 2005) . Constructive team leaders' relationships with employees, and their ability to play the role of front-line employee when needed, has a particular importance in creating a supporting culture in the work place rather than a monitoring culture that could destroy employees morale (Seddon, 2003) . This inevitably creates a rewarding working experience for employees and explains the tendency to have high level of affective commitment with their employer.
All considered, organically structured service department, through the implementation of lean thinking principles, employ open channels of communication with other business units in the organisation as well as among employees themselves (Chenhall and Morris, 1995) . Decentralising decision making processes to be at employees' level was a result of this open communication strategy. Employees could access resources necessary for them to process demands and thus allow them to provide solutions during same customer contact without the need for customers to call again. Handling service demands this way allows employees to process more requests and increase value productivity in an efficient way without a cut in service, and eventually enhanced their self-esteem of ability to act and personal achievement. Continuous demand analysis carried out by managers, team leaders, and employees for the issues raised by customers has further enhanced their feeling of ownership and empowerment as they were viewed as the source of potential improvement in the system and were actively involved in the creation of corrective and development measures. This has clearly increased employees affective commitment which provided them with more determination to do more efforts on behalf of their employer in processing demands one stop to satisfy and retain customers.
